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« « The 2nd Meeting of the CIA Career Council convenea at 4:00
p.m., Thursdey, 30 September 1954, in the DCI Conference Room, Adbinistration

Building, with Mr. Harrison G. Reynolds, AD/P, presiding .
|

MR, REYNOLDS: Well, gentlemen, we're all here now. I %ant to end
promptly at 5:00, and if we don't finish it will go on next week,%because
there will be other developments that.will ﬁakerit necessary for &s to meet
Probably once a week for the next four weeks. :

You have the minutes of the first meeting, and unless tﬁere is some
correction or addition they stand epproved. ‘

Item No. 2, thaet the eligibility requirements for partiéipation in
the program for Career Development of Jupior‘Personnel be amended %o require
membership in the Career Staff instead of permitting participationiafter a
minimum of two years of Agency service. There are no background pﬁpers. The
Assistant Director for Personnel and the Director of Training, act&ng as the
Committee for Career Development of Junior Personnel, have made this recom-
mendetion. The AD/P has already epproved end so has the Director of Training.
Subsequent OP action if the Council approves: If the Council accefts this
recommendation and the recommendation in item 3 concerning the Caréer Develop-
meut positions, this change will be lncorporated in the necessaxry ﬁegulation
to cover the joint program. If the Council accepts thils recommendetion but
not item 3, an amendment to the notice establishing the JCD progra& will be
required.

'Do you wish to take up item 37

MR. - Everybody has & copy of that, Red. :

MR. REYNOLDS: Red has suggested two changes which Matt énd I have
discussed and both of us do not epprove the first change but do apﬁrove the
second change. They are on the criteria. The first one is onhpriar training.
Matt has some strong feelings about that, I believe. |

MR. KIRKPATRICK: Where are we and who has suggested whaﬁ?

MR. I 1t's the first dittoed peper in these paperLs that were
added to the agenda. j

MR. WHITE: I'd be glad to speak to that a minute, Harry,%if I mey,
to give you my reasoning on it. I don't know whether it's more appiicable to

my erea than to others - it probebly is - but it seems to me that we are over-

emphasizing the evalustion that can be obtained with a man who maybée has had

1 ' |
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4. several years, five or maybe ten years of on-the-job outstanding performance,
*h and before he can be selected he must attend the BIC, or somethigg, & criterion
which he can meet in a lY-week course. I don't guestion for one $inute that

certainly that should be an aid in eveluating the man, and would;be helpful in
deciding whether he should enter into this rather prolonged trai&ing, but to
preclude & man from being selected, elthough he may have hed as guch as ten
years - he could have thirteen years of outstanding performance 05 the job -
that seems to be placing too much weight on that U4 weeks of formai training
K and the evalustion put on it by the Office of Training. Now wheré this comes
X into practicel application is evelilebllity for training - a problém that we
all have - and I don't know whether the actual effect would be so?bad as the
psychological affect on an employee. You may have ten very good ﬁeople who
have done a very finme job for you but you haven't seen fit to seu& them to &
h-week training course because you couldn't spare them; yet, acco%ding to this
criteria, they are completely excluded from any consideration. |
25X1A9a VR. I 1'r sois. v
MR. KIRKPATRICK: I agree. How many of us could qualify?
MR. BAIRD: Then if you are sold you don't want to listén to the other

side of 1it.

25X1A9%9a MR.- Is there an ergument? ;
MR. BAIRD: Harry and I have, and we are both opposed toiit, gnd T

would like to speak to that but I would not like to if you are sold on it -
because that would be g waste of my time.

MR, KIRKPATRICK: That is the easiest cgpitulation I havé seen yet.

MR, BAIRD: If it cen be spoken to - if you're through, ﬁed?

MR. WHITE: That is the gist of my argument.

MR. BAIRD: The first point: Remembering that there ere:8 slots s
quarter that can be devoted to this, and epparently, from all we’vé heard,
there are hundreds of gpplicants for it, the people who are meking ‘the final
selection of these 8 would obviously like to have all the informatﬁon about
the 8 that they can get. One of the opportunities of finding out ébout a
cendidate is how he has done in a formel training course, particulérly if it's
tied into your secondary recommendstion where a college education ﬂs not
going to be required, because any of these individuals that are cho;en for

S potential career executives in the Agency after selection are going to be put

into e formal training course. The reason that it seems to me it will be
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required that a developmental program be put into it is because if they're
from the DD/A they are going to have to learn something about thé Processes of
the DD/I and the DD/P, and if in the DD/I something about the DD/P. So one of
the first things they will do is probably go into a formal treining. We don't
want to select them and put them in a formal training course and ;then have them
do badly. So for those two reasons we would like to see them go :thrcugh what
is now a mandstory process in the Agency anyhow - the fact that they have some-
how not teken the Basic Training which the DD/P says is :r'equired.,é and the DD/ I
says 1s required - is now a matter of Agency policy.

MR. REYNOIDS: What is wrong with Red's amendment?

MR. BAIRD: We want to use it as a selection process.

MR. WHITE: My point is that I think that you are placing that 4 weeks
above the judgment--

MR. BAIRD: Not sbove.

MR, WHITE: You are, because it's preclusive - beckause they can’t be
considered. Therefore, that judgment is being placed above the exiraluation of
the supervisor for any perlod of years, and above the Judgment, :Ln my particular
case, of the heads of every administrative office, and my own, pex:'sonal approv-
&l, because the men has not had b weeks of formal training. I don't know what
other people's experiences are, but just because & man makes s high grade in
an academic course doesn't mean he is always the best man on the 3013.

MR. BAIRD: It doesn't, Red, but you see if he has been§3 yeers in
the DD/A all that you are really compering him with is other DD/A people. He
has had no opportunity to show how he can do with the substance of the DD/ I
or the operational requirements of the DD/P. The correlstions whi;ch we now
have between the results of those basic courses and subsequent uséfulness or
ability in the DD/I and DD/P area are very high. And it certainly would help
us in our selection process. We don't see that is over and sbove anyone. That
is just one of the things-- |

MR, WHITE: But he can't be considered. _

MR. KIRKPATRICK: You know perfectly well I am one of the strongest
proponents of training in the Agency and beat on -when he doeésn't offer
up enough novices for the coursres. But I don't think you can legiblate train-
ing into being, and this in effect is what this is doing. And I tilink Red's
alternate proposal is equally accepteble. 1Is it the correlation? “Wou't you
have time to correlete? Is it a technicel problem? In other wordé ; say
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somebody is selected for this Junior Cereer Development. They gci) to BIC(Sﬁp) or
Phase II, or whatever it may be, and they don't do well. Can't ’é.hey be wiped
out then? | ’

MR. BAIRD: Yes, but we would not like to wipe them ou‘ci then. It
would set that much of the program behind.

MR. KIRKPATRICK: I would think if you had 8 slots coming up - you
almost eutomatically select 10 or 11. :

MR. BAIRD: The practical aspects of this, Red - you and I have dis-
cussed them - can be very easily licked. If you can't spare the :people to put
into treining, which you admit is valuable to them anyhow, you cain certainly
find out with reasonable sccuracy and pick the people that from tbe supervisory
point of view are the best 3 out-of 10, end have them pre-tested for have them
all tested. '

MR. WHITE: We are going to do it, but that is a comproﬁ%ﬁse; it isn't
what I would like or should have. '

MR. BATIRD: It's a practical solution to what you are troubled about,
isn't it? i
MR. WHITE: It's an aid to an office head as to which oi' 10 employees
he is going to select to go to the BIC(Sup), but it doesn't help the other 9
people who won't go to the BIC{Sup).

MR. BAIRD: They don't go until the first 3 have been——f

MR, WHITE: With 8 people a year they may be older than 34 years.

As a matter of fact, I had some who, if they didn't get to go thi:% time, may
never get to go. But I think it's bad psychologically, when we ccimld probably
get plenty of candidates but we can't let them s8ll go and get our Ework done, too.

MR, BAIRD: Cen't you let 10 people go in a year? :

MR. WHITE: Which 10 people are you talking sbout? You ‘have a prob-
lem right now, for instance, which you know sbout, and we hsve abo:ut 10 people
in my ares who can't be considered, who have applied and who wouldﬁ like to go
but who can't be considered. :

MR, BATRD: Who can't be released.

MR, WHITE: No, can't be considered because they have not completed
the BIC(Sup) or comparable phase. '

MR, BAIRD: What you are really saying is that they ca.n';'t be released
to take it. We have suggésted e way by which you can get all thosfe T trained
in 6 months. After all, the course is only a L-week course. |
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MR. WHITE: I still think your principle is wrong, and you place too
much emphesis on the formal training in evaluating a man. Teke {his situation:
You can have, under this criteria, a man who came with you at agé 21, who did

X an outstending job for 13 years and has now reached the age of 3& in grede 12,
and you say he can't go or be considered until he has had this cohrse and we
heve given him this test. i

MR. BAIRD: Red, it's the only way we know that you canitake the
supervisors' word that he has done well in the DD/A, and that is the only thing
you have got to say so he 1s going to do equally well in the DD/I;or DD/P, and
he may NOT. He mey have been a crackerjack in any one of the 3. ;This is the
only way we have of saying, "Look, compared with the 243 people that have gone
through the BIC he is way down the list. He is not going to do w?ll." Or,
"Compared with the 637 people he ig in the lowest quartile.”

MR. WHITE: If a man is oriented toward administration @r FI or Cormo,
I wouldn't expect that he would do as well in all the components &s in the one
he is basicelly oriented in. As I understand this program, the péxtern will be
worked out between you and Herry and the Head of the Career Serviée. Well, the
Hesd of the Career Servicé - I know I would want to see that progfam worked out,
if he was oriented towerd edministration - but I wouldn't expect ﬁim to be as
good en intelligence officer as Bob's pro's in 0SI or Dick's in FI. I don't
think you can ask that.

MR, KIRKPATRICK: I would like to have an opinion from Mr. Amory and

MR. AMORY: I find T can't get terribly excited aboub it. It does
seem to me that when what is required is only a k-weeks' course, ﬁou ought to
be able, with reasonsble administrative convenience, to see that ﬁhose likely
to apply or who have demonstrated an interest in the JOT, get pusﬁed to the
BIC. ©Now if currently they are hardship cases and guys crowding their 34th

-+ birthdsy, then I think this Board might mske an interim exce?tion% But I think
the long-term policy should be as it is here. It shouldn't be waived unduly.
But in view of your proposal, Red, to acquire 1t any way, cnd I tgke it you
mean, here, before being finelly assigned--

MR, WHITE: Before entyy into the program.

MR, AMORY: I think it's a bit of a tempest in a tespot. My feeling
is the regulation could be, either way, administrated. ;

MR, WHITE: In other words, if I had a man selected, or 2 of these 10
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men selected, we'll say, I would be willing to cut those 2 looseitomorrow and
put them into the course, and if they didn't pan out we will ’c.heﬁ Jjerk them
out. T think we should jerk a man out of this program anytime, if he isn't

doing his stuff.

. FEOIDS:  fay coments, [ 25X1Ag
25X1A9%9a _ I don't feel too strongly sbout it because with

the high percentage of technical people I have » they wouldn't be iinterested in
this program. The best of them would want to stay with comunice?,tions. On the
oi;her hend, if they had to teke this course it would help me in egvaluating their
capabilities in determining whether or not I would recommend then;t. Because T
have had some awfully good communicators who have gone down to so!me of the
courses, who were awfully good communicators but who didn't do togo well on the
operational things, which opened up some weakness in their e.ttentgion to duty,
or something else - and that would help me to meke an evaluation.% But I don't
have the problem Colonel White has. I don't have many people pregssing. The
ones who have displayed any interest in it are the less stable an& the least
mature people who heven't yet quite decided where they want to go% and feel they
want to get on the rosters-- |
| MR, REYNOLDS: Kirk and Dick - any comments? E

25X1A%9a . MR, - The only reason that I said I was sold on tgis was I
didn't realize that in our original draft there was this restrictive element in
it. I knew sbout the 3-year business - I was mindful of that 5 anﬁ;l I think that
appropriately belongs in there, but I am, just on principle 3 relu%tant to see
written into documents of this kind, what I regard to be almost te?;chnicalities.
In other words, it keeps it from consideration by Asency order and makes 1t
almost impossible to make an exception, unless you teke it to the EDirector,
which I don't think you should do, or that that would be necessar;fr. I could
see it would be easier from the adminisltrative standpoint, maybe, !to have this
and maybe some other qualifications in, but I don't honestly thin}ef: they are
particularly fair, and as long as there are any reasonable number ;of exceptions -
which Red feels there would be - I don't see why in the processiné of these
things, that due consideration be taken of maybe giving some prioﬁity to those
that are easy cases rather than tough cases, but still making the ?Agency regu-
lation &s liberal as possible. That is why I was persuasded that tihis was
probably, basically a good idea. I can't say that I jump up and down about

it, one way or the other, but I am just reluctant to see a lot of fartificie.l
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gimmicks put into these regulations.
MR, BATRD: I wouldn't sey it was an "artificisl gimmiék."
25X1A9a 'R, [ Perheps thet was an unfortunete use of theéterm.
MR. BAIRD: Let me just say this. I have the responsiﬁility, with
Harry, of passing upon all these selections, and each of you comé in for a
3rd or 4th or 5th, and the more we can tell sbout the guy the be%ter position
we will be in to make an objective evaluation. If you have the éupervisor’s
recommendation, that is largely subjective, and it is an attemptéto give us
¥ another tool of selection which is an objective one rather than % subjecti#e
MR. KIRKPATRICK: Well, let's reappraise what we are téying to do
here. Paragreph 3 on eligibility criteria is an indication %o tﬂe employees
of this Agency what they have to have on their record to even geé into this
zone of considerstion on this. We have got it tied down pretty far now, so
it's going to limit it to a very small percentage of these. I wéuld be re-
luctant to tie it down any further than that, because we will digcourage rather
than ehcourage people. Furthermore, we say on the other page th%t this will
t  be administered by the Heads of Personnel, Training, and the Hea& of the
Career Service concerned. We have three men of reasonsbly stroﬁé will there.
The eligibility criterie there - I don't think shéuld be s0 precl&sive that it
will cut out a lot of people there. .
MR, REYNOIDS: If we should say in here - "who are empo%ered to make
exceptions under certain conditions" - or something of that kind-L
MR, KIRKPATRICK: I feel the way Dick does - and maybe ;artificial
gimmicks" isn't the word, but the point is, we try to write too many‘of these
things into the regulations and then have to ignore the regulatlons. Our
regulations are getting like a lot of speed limits on the highwayé, which are
completely unrealistic in modern times. So I just would not likegto see this
mede even more -- as a matter of fact, reading it again I think i% is too ex-
clusive as it is. An after-thought: I wouldn't buy "e" or "V asithey are
written, at all now.
MR. REYNOLDS: Well, as Matt and I agree, Red's amendmeét to "f"
is perfectly ckay, and on "e" if we rephrase it so 1t includes oué being sble
to make an exception for very particular reassons, is that satisfa%tory to the
Council? é

MR. WHITE: It wouldn't be satisfactory to me, Harry, bécause 1f it's
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one of my boys I know I am going to have one vote, and I already know how
you and Matt are going to vote.

25X1A9%9a MR.-: Thet isn't what you mean. They simply want the authority--

MR, REYNOLDS: That's right. We want the authority to consider it.

25X1A9a Nm.- If you are going to have the responsibility of meking the

final selection, I think we have to give you the necessary tools @fith which to

meke the selection. ‘

25X1A9a e 1ratvicuar vourants xnow shether he coura appiy or

not.

MR, KIRKPATRICK: Giving you full jurisdiction--

MR. WHITE: And the bad effect of this, as written, is 1Z:he affect on the
employee, as Kirk suggests, that he is excluded.

MR. REYNOIDS: Is it the wish of the Council that Red'séproposed
language for "e" be included as an amendment? |

MR, WHITE: I vote "yes".

25X1A9%a MR, REYNOLDS: _"no", Mr. Amory;votes ;'no",
25X1A92a gng Mr.- 3

25X1A9a vr. R ves.

MR. KIRKPATRICK: I vote "yes".

MR, REYNOIDS: Thet is 3 and 3.

MR. AMORY: Well, it's still before us and there shouldébe a possible
compromise. It's unfortunate that we can't have a unanimous decision. .

MR, REYNOLDS: I would rather amend the language sO that it is
unanimous. :

MR. AMORY: Why couldn't we say, to give guidance in thqfa regulation
and not meke it mendatory, Jjust insert "preferably" - say "preferéably three" -
"“preferably have completed the training course in basic intellige%xce."

MR. KIRKPATRICK: I'll buy that.

25X1A9a . I o=y

MR. WHITE: I'll buy that.

MR, BAIRD: I am scared to death when we are selecting these people,
which all the DD/P have been through and 75% of the DD/I , and we have something
positive on them but with your candidates we have nothing.

MR, WHITE: Matt, I would like to have that aid to eval;uate the
employee just as much as you would, but from a practical point of.‘g view, and

especielly from my own area, I am not going to have it. And hereg we are starting
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& nevw course - and administration is far enough behind, whether j;,t‘s my fault
or somebody else's, and all over the area. This is not just my idea, this
comes to me through all my office heads, and they feel they are éoing to always
be behind. |

MR. BAIRD: Wouldn't this be a good "gimmick" to get them into
training? |

25X1A9a MR. - Will everybody buy this compromise?

MR. AMORY: Matt seemed to be speaking against it.

MR. BATIRD: No. I'1ll buy it. Sure.

MR. AMORY: That can be used as a hammer.

MR, REYNOIDS: "e" will now reed: "have preferably conérpleted a train-
ing course in basic intelligence, such as BIC." Is there any oppéosition to that
change? If not, it is so ordered. I also assume that "f" is okaéy.

We therefore pess on to Item 3. The proposal is that t:;he program of

-5 Career Development positions be integrated with the Program for Qareer Develop-
ment of Junior Personnel into a single program with junior and sénior elements

*  to be administered by the Placement and Utilization Division. Thfe background:

Memorandum prepered by the Chief, Career Service Staff, ocutlining existing
procedures for processing personnel into Career Development Posi’céions. Tech-
nicelly there is no current formel authorizetion for this Program; at the present.
The recommendetion has been approved by the Assistent Director fo?r Personnel and
the Director of Training. It has been informelly discussed with é‘the Chief,
Placement and Utilization Division, who would carry the burden of the combined

program, and has his concurrence.

25X1A%a r. l] veo is thet individual? |
25X1A94 MR. REYNOLDS: _and formerly Mr- 25X1A9a
Subéequent OP action if Council approves: Procedures fpr carrying
out the combined program will be required as well as a regulationi to govern its
administration at Agency level. Action responsibility would be both PUD and
A v PAS, with coordination with OTR. This is a mechanical thing which we believe
will simplify our administrative processes. We do things so much alike that
it will help us all in putting through this program properly. :
25X1A9%9a MR- If I understand this properly, then, this '.L;s more &
question of how this would be administered, rather than any basioé change in
the idea? ‘
MR. REYNOIDS: There is no change in the idea st all.
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MR. BAIRD: It's just "who".

MR. BB Hov to shuffle the papers around.

MR. WEITE: As I read it, this seems to be your problem / indiceting
Mr. Reynolds /. .

MR, REYNOLDS: Well, I wanted to get the approval of this Council.

25X1A9%a MR, [ There is no authority to do this because when the new

X

25X1A9a

25X1A9a

25X1A9%9a
25X1A9%a

25X1A9%a
25X1A9a

regulation 110 was written the authority for the handling of Carger Development
Slots was no longer given to the Career Council. What this does 'is to provide
an authority for approval so that we don't have to get you seven people together
to give formel approval for one slot. . ‘

MR, REYNOIDS: This is the type of thing that at the stja.rt of these
meetings I would like to have the Council fully informed as to thjlese procedures,
even though it could be done administratively in our own Office, ‘just so you
know what we are doing. |

MR. AMORY: I méve it passes. i

MR. REYNOLDS: It has been moved end seconded. Those in favor say
"gye". Motion carried. |

MR. [ vev I esk, Mr. Chalrman, each one look &t the report on
the slots - which is in your supplemental peper. This is a smnma;'ry up through
the end of this quarter, which is the end of today, of the entire Career Develop-
ment Slot Program, for your information. And also, the very last item on the
2nd page, Jjust above my signature, shows that there are 10 slots é.vailable in
that Career Development Program, and 35 now obligated, with 5 %o be vacated.

MR. KIRKPATRICK: Nine persons who have completed the p;'ogram or who
have been reassigned from the program. That means 9 have passed through and out?

MR. - That is right. Those marked with a circle, for instance
No. 9, N ::s ressed through the program and out of it.

MR. KIRKPATRICK: Have any of these individuaels in these slots resigned
from the Agency?

MR._ I believe there is one but I can't recall his name.

MR, AMORY: _ was close. Do you know what is going on with
him? Keep your eye on thet, it's a very touchy one. It's the problem of his

future potentiality on my side of the house.

25X1A9%a

MR. _I believe didn't do very good.
25X1A9 I

MR. AMORY: I think he is a demn good asset to the DD/P‘ side -- Nick
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I so-colled "Grand Admiral" - the guy is only about T7--

MR.- But he got & commendstion for the work he did.
MR, AMORY: That shouldn't be charged ageinst him. ;

MR. REYNOLDS: Well, for your information, those 10 slots can be very
easlily filled by some of the people in the Contact Division in tﬁe field offices
who ere grade 13's and cannot, therefore, get into the Junior Caxi'eer Develop-
ment, and a lot of them are very much interested in it.

MR, - This program has really never been adequétely used. We
have never even reached our ceiling or never been pushing the ceiiling.

MR. AMORY: We use it fully on our side. We have alwa&s recruited up
to ceiling. 3
MR. BAIRD: For some reason_was oppesed to ?it when it was
firsf put into being, and none of the DD/P people used it at tha‘é time. And
because of that we took people under the JOT slots from the DD/P iso they could
go into these long-range treining programs like Monterey. Now wé have finally

i
got them back off the JOT, because they weren't JOT's, and I think the DD/P

will not use them more than they did last year.

_ You have to have & slot to take ﬁhem back when

they finish, is one of the difficulties. When you're up to ceiling trade one
for one. I have one man and I have selected another man to take ;that type of
course, so I will always encumber one slot unless there is a charige in my ceiling
or on-duty.

vR. [ 12 o toe 45 vere fromp/p. 1t really s device to
augment, temporarily or for a period of & year, to augment your T/O by one slot,

really - a legitimete device.

_ If somebody doesn't resign I'm gding to be over

that one when he finishes his course.

MR. BAIRD: You don't augment your working T/O because jyou are losing
the man. ‘
MR Tbe men is getting trained without your T/O suffering.
_ In the case of my man, his work v;ill contribute
very materially to the engineering staff, even though he is not ﬁresent for duty.

vz, ]Il 2cother thing T think worth mentioning, very briefly,
is that in this program which started before the Junior Development Program,
there are s great many junior personnel which would fit in, whicﬂ means we have

more room in the senior program than we ever had before. So ther?‘e is plenty
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of room, as I see it, for any senior development that is needful.é About half
of these really would fit into the junior progrem. é

MR. BAIRD: Ted was reluctant because a division chief ;r branch
chief would put a man out in Monterey, and when he came back a ye;r later he
might have gone overseas, and well, then where is he going? - des&ite the fact
that is one of the stipulations for eligibility. |

MR, REYNOLDS: Any further comment on this? :

Matt, you and I will have to get together very soon andéstart this
process of requesting applicants that are coming in.

Are you resdy for Item L, gentlemen? é

MR. AMORY: Maybe I was asleep but what happened to Ite% 27- Wes it
passed over or passed?

MR. REYNOLDS: Item 2 was passed because it is included in Item 3.
Item 2 was included in 3. We talked about Item 3. é

MR. AMORY: If I may, even though I may be out of order; I feel that

is too rigid, because the 3-year requirement for technically getting into our

K Career Staff, admits of no exceptions as I understand it. ?
25X1A9a e Mr- was called from the Meeting . . . |
|
MR. AMORY (Continuing): We have, for example - take one guy - I
hired & fellow from ONI recently who has been working over there En the NSI
progrem. He wes volubly praised by everybody, including several kdmirals and
numerous 4-stripers up and down, who had known him in his work, -ga hell of a
good fellow. Technicaelly he can't qualify for the Career Servicé until he has
been here 3 years, but to say he shouldn't start on the JOT - it geems to me
it would deprive the Agency of possibly a real rounded guy. é
25X1A9%a MR. I Hov old is he? |

MR. AMORY: 27 and & GS-12, or something like that. He's a graduate

of Kings Point Merchant Marine Academy.

MR. REYNOLDS: You object to membership in the Career Staff as a

criteria? i

MR. AMORY: Yes, that a guy has to sit here when he miéht be infinite-
1y more veluable if he went through this other. But I don't wanﬁ to upset the
whole Career Staff thing. Therefore, I like 3, but with the reqﬁirement - I anm
perfectly willing to say he should sign in edvance, or something%like that, the
intention application that he give the same kind of pledge of the expectation
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of & lifetime of service with the Agency.

MR. REYNOLDS: Kirk, what is your opinion on that? Yomi have been on
this for 3 years and we value your judgment. E

MR, KIRKPATRICK: I think Bob has a good point there, ‘vihat we shouldn't
prejudice career development of junior personnel by making them v:fait 3 years to
get into a program like this. But I envisage by the time a man has been here
3 years he will have gotten a lot of treining - that is, a new pfofessiona.l. On

+ the other hand, on sny commitments that are signed I would like ‘éo have a mutual

noncommitel pact from the point of view the individual would ind:‘;.ce,te his in-
tention to stay 3 years and the Agency would indicate its willinéness to retain
him providing he was up in competence, so he wouldn't have any légﬂistic
argument if at the end of 3 years we found him wanting, and let him go. The

3-year period is sort of crossing the ber, and we want to meke tlia.t stick pretty

well. ,

25X1A%9a
. s e Mr- rejoined the Meeting . .

MR. KIRKPATRICK (Continuing): You can get into e very:nasty legal

argument.

MR. AMORY: Quantitatively this thing is not negligiblé. We are being
25X1C4a :
-

making a shift. |
|

MR, KIRKPATRICK: If you make an emendment to this Reg\:llation you're

going to make it much beyond 3 years, because he has to be a memf:er of the
Career Staff and he can't even apply to the Career Staff until he hes completed
3 years, so it's going to be 3% to 4 years before he actually ca.fl get into
your Career Development of Junlor Personnel. |
25X1A9a MR. [l Theve is e provision in the procedure foér application
o for membership in the Career Staff which hes applied to those goflng overseas -
{ &t the end of 2 years they can apply and their applicetion is hei“t.d pendiﬁg
completion of their 3rd year overseas. Now it is possible & thi?ng could be
devised here that after 2 years a man could apply, and it would ‘:De held
pending completion of his 3rd year.
VR. WHITE: Are we vulnerable, Matt, also, on this score - by differ-
entiating treastment between junior career development people who? are people who
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walk through the door or are recruited in some other way, and reqhire them to
do service, whereas in the JOT program we are recruiting and putt;i.ng them into
long-range training.

MR. BAIRD: That is on-the-job training.

MR. WHITE: But on-the-job training would form a substa.intial amount
of your career development. 7You could be accused of giving a new‘ employee with
no sexrvice an opportunity to paerticipate in a comparable program ﬁhen you axe
denying other people the opportunity for 3 years.

MR. KIRKPATRICK: Harry, I would like to recommend thaﬁ this be
deferred for 6 months and see how the regulation works as phrased;.

MR. REYNOLDS: I think that is a sound recommendation. |

MR. - You mean Item 27 |

MR. REYNOLDS: Well, Item 3 is alright. That is satisfactory to me
if it is to you, Matt? !

MR. BAIRD: It is satisfactory to me as far as this 1s 1r:c»nce:c'necl. I
just call your attention to the fact that one of the things that we hoped would
be an inducement, ms ageinst staff membership end non-staff merrfoejrship , was that

the long-range training programs would be made available to the (fareer Staff

and not to the non-Career Staff. ‘

MR. KIRKPATRICK: That can be done by sdministration rajther than by
reguletion, to my mind. ‘

MR. BAIRD: All this says - this brings it into coﬂorﬁity.

MR. REYNOLDS: Well, isn't the real burden upon you and I and the
Chief of the Career Service concerned in deciding whether or not ,‘ in a case
vike Bob's | ooy oo bes bed equivelent militery service which we
would naturally include, if he is & young fellow and damn good aﬂd has had two
years in the Army, with a good record, we sey, "All right, you weint to be &
career man in this outfit and you're going to éign this at the erld of 3 years.
We want a stetement from you to that effect." Ien't that covered?

MR. AMORY: Thst is what I had in mind, but I think the thing is &
pretty complex business to cover in 5 lines. A 2-word requirement is just
over-simplifying the problem. Your suggestion that we get along 3w-l.’t:‘nout 'any
binding fetters for 6 months and work a little pragmatically tcwérd drafting

such a reguletion-- ‘ 25X1A9a
MR. BATRD: The basic reason for it was the argument _
gave, that until e men had hed his first tour overseas he didn't know whether
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he wanted to make a career out of the outfit. Now your people dop't have that
opportunity, by end large, as the DD/P and Commo might have. 1

MR, AMORY: But the DD/P might have a man who has had 5 or 6 years
with CIA, or something like that.

MR. REYNOIDS: If satisfactory with the Council, Matt and I, with the
Head of the Career Service concerned, will adjudicate each case Qnd attempt to
come up with some rule of thumb. If no objection, that is what we will do.

Ttem %, the proposal that the slot suthorization for the JOT progrem
be incressed | The background: Supporting steff study from the
Director of Training to the Deputy Director of Central Intelligeqce argues that
the JOT program provides replacements for personnel up through tne GS-13 level -
who could then be released for training, as well as providing & source of train-
ed professional personnel; that the effect of the JCD program has been to reduce
the present [ NGTNGNGNG@GEEEEE -ic: s iredequate to meet the need.
Prior approvels: No prior approvals are indiceted. The paper w&s referred to
the Assistant Director for Persomnel by the Deputy Director for Central Intel-
ligence prior to action by the DDCI. AD/P position: Recommend tﬁat the AD/P
support the D/Tr's recommendation subject to concurrence of DD/A;as to the
availability of slots to be added and to the aveilebility of funds. Subsequent
OP action if Council spproves: Aside frém normsl. processing of the T/0 increase,
there is no aspparent immediate action required in OP. Since OTRfs recommenda,-
tion is contingent upon assignment of JOT's to positions vaceted: by employees
to go into training, presumsbly OP will be involved in reassignments of these
individuals.

Have you eny comment to meke, Red?

MR. WHITE: Yes, I have, I have some reservations aboup the wisdom
of this. I'd like to ask one question first: How many people are on duty in
the JOT progrem now?

MR, BAIRD: I don't know, Red.

MR, WHITE: I think that is very pertinent to this whole problem, for
these reasons-- »

MR. KIRKPATRICK: Do you know this, Matt, how close az{e you to all
JOT slots being occupied? 1

MR. BATIRD: We have more in process than we have sloté.

MR. KIRKPATRICK: You mean picking people up?

MR. BAIRD: People whose papers are being processed.
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MR. KTRKPATRICK: Outside or inside the Agency? i

MR. BATIRD: Outside. They haven't been past security. ?It will be
60 or 90 days. !

MR. KIRKPATRICK: In other words, you have reasonable e;cpectation
that ell your JOT slots will be occupied before too long.

MR, BAIRD: That is right. There will be an overage wh;ich will force
us to permasnently aessign some who have been on the program for twb years.
25X1A%a MR. - The University Consultant Progrem is 313.;':;’5f beginning to

bear fruit. '

MR, BATRD: The biggest factor is that we can tep the ROTC people,
which we have never been able to do before, and that will give ué e big, new
field. |

MR. KIRKPATRICK: Army end Air have agreed to that?

MR, BATRD: Yes. .
25X1A9a MR. - I would like to see the JOT ceiling raised éby some device
or other. |

MR. BAIRD: The only thing I ﬁould like to call attent:ii.on to - you
see, I report to the Director, and that means the Deputy Directo:f' , and I send
him up these things because he is my Boss, and this was not for éhis purpose
at all. The purpose of the paper to him wae - it was one of kL sépa.rate papers
which was to attempt, by 4 different gimmicks, to engble the DI)/}%> to get his
people into training and still do his job. I don't know whether?this should
have been discussed in this context. '
% MR. WHITE: Is that a proper use of the JOT progrem? :

MR. KIRKPATRICK: I agree with inereasing the JOT prog}am but I'1l
be dammed if I would like to see it agreed to on the basis of this paper, which

25X1A9a |
seems to give - a bigger T/O. s

25X1A% B - o o o s vl 25X9

MR. WHITE: I think that is & dangerous use of the JOT program.
Then, Matt, while I'm at it, I would like to ask another questic{n and make some
comments which msy not be api:licable at ell in view of what you ‘have said, but
it was my recollection vhen we started this thing we set a goal iof 50 colleges
end universities where we would heve representetives to try to éet these
people. The lest time I had a report on it we had 35 colleges a.nd universities
at the moment, and there was a serious guestion in my mind aboui%: never coming
close to filling our quota - and this has been going on for 3 yn;a.ars. Now if
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we have it over-committed et the moment, that is something I was not ;.ware of.
But 3 years after starting it we have 35 colleges and universities, ab compared
to our original goal of 50. And it would seem to me, from what I und;ersta.nd,
that the present goal of T5 is gomewhat theoretical if it's taken 3 years to
get up to 35. There is another problem, too, which may, again, be che,ngred by
what you sey sbout the ROTC program, but the capacity of the Personnel Office to
recrult these peocple is less todey than it has ever been since we sts.rted this
progren. 15 1952 you res | N - - vo:
have 8. ;

MR, KIRKPATRICK: You don't need them on this system.

MR, WHITE: " You don't need the same total number of recruiters but, on
the one hand, 1t doesn't seem to me from what I heard before you made the state-
ment sbout the 60, that we need the expansion _ On the qj»ther hand,
I question our ability to £111 them if we did. It seemed to nme, befére you said
they were cormitted - [l any other figure-- |

MR, BAIRD: We sutomatically knocked off 30 of the 90. We‘weren't
over-cormitted on the 90. We are now over-committed on the 60. ‘

MR. WHITE: You know how many fall by the wayside. That i;s the same

thing es General McClellend being over- -committed - & lot of people may fall by

the weyside. There are two basic questions in my mind. I'm for the JOT prograim.

There is & question in my mind whether there is & necessity for expa.hding the
JoT slots- in which case we have an Agency ceiling problem, b;acause
there is no fat anywhere to get them from. And then the other side io.‘c the coin
is whether, if you aid have them, you could fill them. And the thixjd one is
that I don't approve of using the JOT program to solve Dick's problem.

MR. KIRKPATRICK: Red, I hate to see ceilings way over wha;t we
actually got. Why cen't we face this problem something along thils line- I don't
like this paper because I 'bhmk it backs into the issue, with all due regard
to you, Colonel Baird, but when we get the number on duty as of then let's face
this problem, and then ease the T/O problem up as we need it. Everybody agrees,

I think, the JOT is a success. And this is a grand break to get tha ROTC men,

because J. Lewton Collins told me that would be over his dead bod;y.! of

25X9

course, he isn't Chief of Staff anymore. But I don't like to see _ 25X9

of the [

25X1A9a e

MR. KIRKPATRICK: If the 90 are coming in in the next 3 n&ionths , I
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would think you have a legitimate paper here, but if the 90 come injin the
next year and a half, I would be very much surprised.

MR. BAIRD: Kirk, you know you can't approve against & nonjx-vacancy.

MR, REYNOIDS: Well, we do. |

MR. KIRKPATRICK: That is the whole point. We always have.

MR, AMORY: We couldn't live If we didn't. '

MR, KIRKPATRICK: All right. It seems to me all you need is one
plece of paper which says you could continue to recruit up to a cerl’i.ain program
which you and the Personnel Director could work out between you, a.nd the DD/A
should be advised at a date when that begins to fill up that there sjhould be an
sugmentation. I don't ﬁhink it's sound, when we have seen now in tl?e years
I've been with this Agency that we were always & couple of years beljaind our
T/0's in recruiting,‘ even when we Tirst established them. ILet's be jpractical
from now on in. Furthermore, I think_as a poinfj; , if this 25X1A9a
is an argument for the DD/P area it is an equal argument for Commo. ;

MR, BAIRD: The peper should not heve been given to this éroup in the
form in which written. :

25X1A9a MR. - Iet's keep our eye on the basic issue. I reaJi.ize that a
lot of the remarks being made here are facetious, bu’(; I would like 1';,0 say that

DD/P is still a part of CIA, and that helping them is not an invidious job. 25X1A%9a

\
25X1A9a I (' iike to see what you get out of this / indi-

25x1A9a ceting vr. -
MR- That was only an aside. I agree with Kirk that this

business of making big leaps in the ceilings, etc., tends to be a l:i.ttle un-
reglistic. But I have also become persuasded that the JOT is one of‘the best
recruiting programs that we have. If we get these fellows young we can exact
requirements out of them which we couldn't out of a lot of older pec%)ple. Security,
family, snd a lot of other things come in. We probably won't be able to retain
but only a percentage of them, but it is the way we should recruit :lj,n a young
Agency, in my opinion. What I would like to see is every effort @e to see

to it that whatever Matt has to work with, he has a little bit of ajcushion in
there so that we're not passing over any good bets. People resign ézvery day
for one resson or enother, and the recruiting office is way behind ’éhese resig-
netions. I meesn, a yesr later you may finally fill the slot a man \}aca‘ced last
week. And I firmly believe our problems with foreigners and critic%sms of the

Agency that a guy has foreign relations, it will only be solved by “jbringing
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young fellows into this Agency to learn lenguages, etec., so that gsome day we
will have & corps of these people, without having to be born in lé?ussia or
Azerbaijan, or some such place. I have not only been strong for%this from the
beginning, but I would like to see it pushed - but I would not like to see &
ceiling put on it. |

MR, KIRKPATRICK: I would go further than that. I thiriak the JOT pro-
gram is in essence, our future recruiting program. I see, in 2 or 3 years from
now, no one will be coming in except on this program. Of cou::'se,E we will have
a few professionals coming in.

MR, AMORY: Or you take a guy laterally from the State éDepartment , or
something like that. ‘ :

MR, KIRKPATRICK: So this will be the whole basis. So'I still think
my proposel that rather than jumping the T/O by an arbitrary fig&re now, it
be agreed the Director of Training and the AD/Personnel be told ﬁhis is the way
to get people in, get them in as fast as you cen absord them inté the system,
and meke -your T/O as reslistic as possible.

MR, BAIRD: It's up to Red, though. |
MR, WHITE: I'm perfectly willing to endorse such a paﬁer.
MR. REYNOIDS: I don't think we have to have the thingéon paper, with

this ruling of the Council. f

MR. WHITE: Yes, we do - definitely do. !

MR. BAIRD: But a lot of Indians a.dminis;ter these thinés , and they
have to have something down in black and white which gives them %he authority
to do something. If Red and you [ indicating Mr. Reynolds] and‘ I understand
the situation, and can pass it down to people who process the pa;é)ers , it's
alright.

MR, WHITE: I have my responsibilities to the Director? for ceiling,
money, ete., and I would want & piece of paper so that we had an understanding.

MR. KIRKPATRICK: It would mske for less misunderstandiing in the
future.

MR. AMORY: We have agreement in principle. Now let He,rry, Red and
Matt draw up a plece of peper which includes our ideas.

MR, REYNOLDS: If nobody objécts to that, it is so ordered.

item 5 is the revised Regulation on the Employee Welfare Fund. Kirk
is more familiar with that than anybody else. .’

MR. KIRKPATRICK: Let me do this very gquickly, since Harry is
Approved For Release 2001/04/05 : QA-RDP80-01826R00070001§0003-5
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shooting at a 5:00 o'clock adjournment. This Regulation which was issued vas
pot actually staffed out, because the memorendum to the Director of Central
Intelligence basically doesn't have spplication to this. Now, in simplest
25X1A98  terms, as Red, you and ick end |- =+ = <l 25x1A%

knows, from your side of the house, in simplest terms, we have 2 Welfare Funds

% Y~ within the Agency. Welfare Fund No. 1 is what is referred to here, which is
the refunds we get on the Government Services Incorporated Cafeterias, of which
there is epproximetely sbout $3,000 in the bank now.

MR. AMORY: What does the increment to that run?

MR, KIRKPATRICK: About six or seven hundred dollars e yeer.

The point on that is about a year ago we ran into some serious wel-
fare cases within the Agency where I tried to get money, legally ér illegally,
out of the Agency, end was told that this fund could not be used for such
purposes. Consequently, with the Director's assistance I recruited the group,

25X1A9a ‘which all of you know, composed of_
X to set up an outside fund, and put on & heavy hand to kick in some cash to
have the money for the Welfare Fund, which they did. The General Counsel then
went to the Buresu of Internal Revenue, described the type of orggnization
which was set up, end after a couple of false starts we got the organization
v incorporated as a foundation for the welfare of Federal employees and to devel-
op career employees, so that the contributions are supposedly goiﬁg to be tax
" free. I say "supposedly" beceuse BIR is one of these outfits who won't give
you an opinion until they have tried this in practice for a year, and after
they have tried it for a year will grant you the tax exemption. §o we have
two funds.

The other aspect that you should all know is that we agreed that
the outside fund which would be used for individuel assistance would not be
publicized within the Agency because by having a representative of each major
component on the Board we therefore could pick up these problems gs they came
up through the lines of command. Consequently, the question before the house

K is: (a) should we try to combine the two funds, which I think might be a
mistake; or (b) should we have two funds, and if so, should we is;sue a Regu-
lstion such as this, which, incidentelly, through my non-concurrence has been
held up a couple of months. I am not very much impressed by this Begulation,
on a couple of counts. On welfare cases I think the business of granting loaﬁs 5

Yo as indicated here, is actuslly something we have a Credit Union for, end if a
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person wants & loan the interest rates in the Credit Union are not very great.

MR. AMORY: And if he still maintains a Job status here, he guto-
matically will get it. They don't ask for a balence sheet, or something like
that, and say, "You are a poor economic risk."

MR, KIRKPATRICK: Depending on the asmounts he wants, he has to have
one or two co-signers, and he can work out paying it back over the next 10 years,
if nécessary. Now if it is a type of person who is going deeper and deeper into
debt, that is a different problem. But I am not sure this approach is quite
the way.

Now the other approach - and, &s a matter of fact, only thrjee grants
have been made out of the whole amount so a number of cases either aren't
coming up or we just don'‘t have many - 1s that it is a grant which they never
pay back. We are not going to dun anw,:){body for it. There's Jjust thefhope that
if they ever want to pay it back--

MR. AMORY: Like a scholarship in a good university.

MR, KIRKPATRICK: I don't think an employee who is hard up should be
given a loan under these conditions, and I don’t think this furthers Career
Service, necessarily. Furthermore, the General Counsel has stated $o me, and
maybe he'would modify his views on the basis of this Regulation, thz%.t he doesn't
think GSI funds cen be used for individual grents, that they can be‘{used for
general welfare purposes but not necessarily for individual grants.

The only other aspect that I would like to comment on is that if you
are going to have a Welfare Fund ~ my personal reaction to sending fflowers is
not a very strong one, and I think it's nice for the Agency to noti;ce , 1if
necessary, but if we sent flowers to everybody who was bereaved in!the Agency,
this Welfare Fund would disappesr in about 3 months. So my point ;?.s this: I
recommend to the Board that the two funds be malntained separately. I am not
necessarily in favor of a Regulation on either fund. I thiuk that(v sort of
thing is better without regulations, beceuse your supervisor should be able to
teke care of it in the normel chein of command. I don't subscribe to this
business of issuing e regulation on everything.

MR, AMORY: I think you are right on Akeeping the Regulation SECRET,
as an S0P, but I think the existence of the Welfare Fund ought to;be reasonably
disseminated, because the kind of guy you are trying to save is the little GS-5
who doesn't know about the Credit Union and he gets in the hands }bf a loan
shark, end first thing you know has increased your security probly;ems.
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MR. KIRKPATRICK: Let's handle it orally through the héads of the
components at their staff meetings, and down through the chain oé cormand. .
25X1A9a MR. B Couldn't any smell loan be handled in thé Credit Union?
MR. KIRKPATRICK: That is where it should be handled. éThe ones that
bl can't borrow from the Credit Union are both security and adminisﬂrative prob-
lems, as well as welfare ones. They are the ones that get into éed's area and
my ares pretty quickly. |
MR. REYNOIDS: Is it the wish of the Council that no regulatign be
issued in this case, but that by word of mouth it be transmitted Eo the lower

echelons that there is a fund for such cases?

MR. AMORY: I think if you do it that way there will be' 472 inter-
pretations. What I am talking sbout is a small notice, signed "Ailen Dulles,
Difector" - and it might run about 100 words, or something like that,‘and.very
carefully drewn by you and General Counsel, and as new employees Eome along it
could be glven to them with their initial papers to read. %

MR. KIRKPATRICK: Would you go along with a notice -- Iédon't neces-
sarily subscribe to putting the Director's name on it, because I %hink Red is

X the guy to put his name on it -- a notice on the general subject Ef "Financial
Difficulties - How to cope with them."

MR. AMORY: Very sound. I'll buy that.

MR, KIRKPATRICK: And then the last point I would like %o recommend

£ is that this Council constitute itself as the Welfare Council envissged as the

internal advisory board. I mean the one we had that luncheon sbout last spring,

because it is, in essence, the same body.

MR. REYNOIDS: We don't want to comingle the funds of that body with

this. .
25X1A9a MR. Jll Do ve have to have on our books in a regulatory way a

method of hendling this money we get from the GSI? There might bé a legal

point there.

MR. WHITE: I think there ought to be & paper on file. ;It doesn't
need to be disseminated. é

MR, REYNOIDS: let me put this together for the sake ofithe record:
Thet this Council recommends that a paper be drewn and signed by %he DD/A, un-
clessified, headed, "Financial Assistance", and it detail very briefly how
this can be obtained from the Credit Union end, in certain cases,%through the

Welfare Fund; and that it be issued to all employees but that no ?egulation be
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_ I agree, but that will have to be very care-

fully worded. Almost every week somebody comes in who can't supporé-t his kids--

00 ’

MR. AMORY: There's no rush. Why don't you draw it up--

MR, REYNOIDS: General Counsel and--

MR. AMORY: 8o that we can have a chat about it. g

MR, REYNOIDS: We want to end this meeting, and these other items
here will be taken up st & subsequent meeting, I hope next week. There are two
items, however, which I wish to bring to the attention of this Board. One is

that_will shortly go to WE and SE on a trip to tell abdut Career

Service and answer such guestions as may come up.

MR. AMORY: A point on that. You probebly will leave through New

MR.- I think it will be asbout 3 weeks from now.i Ang I'11 be

gone gpproximetely e month or six weeks.

MR, REYNOLDS: Bob, I'm going to have a half day with the field chiefs
i

here. !

MR. AMORY: Well, oksy. !

MR, REYNOLDS: They will be down here the week after nexif:.

The other item is, what I would like very much, if there% is no ob-
jection on the part of this Board, is to have a non—w.roting senior éfficer from
the Office of Personnel as an observer at the meetings of the seniior Career
Boards of the components. The resson for that is there are te_chnié:al situations
which arise in which we can avoid pitfalls similar to & recent oneé with
_ who was a grade 16 and was transferred overseas to & Egrade 15

i
slot, and if we had had sufficient notice we could have arranged it ghead of
time. And if it had been done in the Career Service Board it couléi have been
easily handled.

MR. AMORY: Some of us sort of like to caucus on the attfitude we

should teke toward the senior body.

MR. WHITE: You have two people that come to my Board.
MR. REYNOIDS: We don't go to some of the Boards, and we would like

to go to them for the purpose of simply providing such technicel information as

is necessary. |

MR. KIRKPATRICK: So that this will not be conceived of %as "Personnel
I
Intelligence" why don't you awalt invitations? 5

MR. AMORY: Don't send e thin-skinned guy, because ccca%iomlly they
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like to let off steam.
MR, REYNOIDS: I don't think there is & senior officer in:the Office
of Personnel who has & thin skin. He wouldn't last long if he did, I can tell

you that. I
|

MR. BAIRD: Your Placement Officer, would you consider him--
MR. REYNOIDS: It would be the Chief of Placement.
MR. BAIRD: We have had him for over a year in our Career Service

Board for Training. |
25X1A%9a _ My Boerd meets twice s week, and I ci&on‘t know
if you could keep up with them. I've had the Placement Officer theire for two
years. If it becomes a technical problem he can go back and get thée answer.
MR. REYNOIDS: Then you are in accord with our theory?
25X1A%a _ With the way we are running it now.z
25X1A9%9a MR. _ Shall we set a time for the next meeting?
MR. REYNOIDS: Yes. Seme time next week? At 4:007 :
MR. AMORY: Maybe next Thursday we might discuss whether 1}1& might
meet on Fridays. Friday would be much better for me.. .
MR, BAIRD: But Friday would be bad if you planned to go %a.way for the

weekend.

MR, REYNOIDS: The meeting stands adjourned.

. . » The Meeting adjourned at 5:10 p.m. . . .

[V 7
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